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eworks for examlnzng the prlnczpalshlp. Several descrzptzons/of the ’
- .

he prlnczpal. Mﬂi

S ——— »

T

descr;be‘broad job functxons of the prlnczpal. Both of these are.
‘ K1 “’.

usefuleapproaches, useful for understandlng the broader aspects ‘of the

j ' m—aaﬁ-«-—-.-»n e —— - e

i clbal's aob.. But they miss- some central and cruc1a1 featuresﬁof the

-, N~ o AR e AV

actual work of prlnclpals. These,approaches do ngt descr1be.certa1n baszc N

H

} .
',propert;es of the work such’as the brev;ty, varlety, and’ fragmentatlon of

’tasks . These aie ‘,

- ot e e~

?the nature of pr;ncxpals' tasks selectron becomes problemat;c -and:

2

traan;ng may remaln unfocused. Let us look at three central features*of

~

the work ‘of prlnclpals and examlne‘the ways thez 1nfluence how ;mlnc;pals

v oo i

go about thelr daily work.

“\‘\- \ -

Brevzty R : ’ o . T
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v 2

prlnclpals, 11ke ‘the. work: of other: managers

(M;ntzberg, 1997) ts: of many tasks of short duratlon. "Throughout’the

¢

AN 4 -
u%%? a school‘;rznclpal moves. from one short qt;vaty to aﬁbther short act1v1ty.

h .
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%
Y
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These actzvztzes ‘may: 1nvolve such d;verse thlngs as qulck telephone callsfto

g f .

parents, shortconvarsatzons wzth teachers about students, a lzght perusal of.

1the naily mall, ar short~observat10nal tour of the lunchroom, -staccato- contacts
\ £
w1th*1nd1v;dua1 ‘pupils, or spot announcements on tﬁ: 1nteroom. The work of

\ r 1pals is character;zed‘by brevzty. - . \\<
An observational study of two prznc;pals in a large Arban d1str1ct
(Peterson, 1978) descrgbes the brev;ty of prlnclpals' WOrk. Host ‘of the actlvz-,;

-

ties of these princlpals lasted from one to- two m;nutes. The tyo‘grlncng;s'
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_ 1nnovat1ng, or restructunng programs. AR . . i

‘somet:.mes several hundred separate act1v1t1es. But Vhy,_s th\is

v g sl

spent 85 percent of the1r t1me in tasks lastlng less than nine m1nutes. . v

- J
i

Movmg from one short interactlon to another, they have upwards oi‘ 50 aet:,vi- -

‘e JRV SN
2 ) " i

tles in a slngl.. hot}r,_, Research ‘on: other types -of :managers. suggests that

thls 1s &, common property of the manager:.al role (Mlntzberg, l977, -Btewar
/-

,t

e

lvlalker and Guest, 1956). )
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These two pr:.nclpals occasionally vorked -Qn; tasks for longer than a

@ , RS

mnute or- tvo. The longer act1v1t1es, often :mvolvmg the mediat:non .of dlB-

;3

. E B
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putes, lasted less than en hour and usually less than half an hour. The

“1.

5pr1nc1pals d:,d not spend their longer attentlons on .such tasks as planmn?
/-

The‘ work of\ pnncipels COIJBlBtS‘ of short tasks and the day it filled. v:.th Co
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s

A

the case in ‘the | ,’
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_ ~o£ ‘orgamzational' »processes.r o o . \os

(1967) suggests that adm:.nls’crators must keep the orgamzatlon at ‘the nexus of

' several streams of* inst:.tutlonallzed act1on.ﬂ The admmstrator ‘mist insure

"the "co-ahgnment of technology ‘and’ Yhe task! énvlronment 'with & ‘viable domaln, N
“and of " organizatlon design and structure app‘roprlate to that doma:.n." (D, 147y .w
"X F

“The admnistrator spans and’ links levels, tacilltatlng :the coordmatlon between. :

-~Ne1ther e*mpzrlcal research nomtlcal formulatlons\ desc :j.bing ‘the B

o
- . P

ek /

“‘!’5.k of pr1nc1pals provides clear reasons for thls ‘welter - of actluty. But

we f1nd some clnes 1n the research on-other ‘types of managers -and. 1n studles o

. . . Tar
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P RN . '}: "l . : N . - ) ~' N
The demands ‘on *the pr:.nclpsl may 1nfluence the brev:.ty of tasks. Thompson— )

\

levels and components, and between the organization and the task env:.ronment. .

In elementary schoole, unlike’ some orgamzatlons, there is only -one. ednunlstra- Lo

tor present. As-a angle bu:.ld:mg edmnlstrator, ‘the pnnclpal ‘must act.as the

:pfrifxil.éz‘ir'iliﬁk.ihsvﬁé,. e «for-the entire. subumt- Qbenn:iqc.;pal, 1inks ‘the
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: ,¢~¢-—~—~ -~'~-f111ed\.wlth-many short~tasks— -1t~is~harder“to~‘remember ‘what - dec ons  have -
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i 'to select prznclpaJ.s who are: able *to deal \n.th a job f111ed wzth brief{»encount-

7

T e

H

7‘-work done. This is pa.rtlcularly problcmatic when- the dsy is ﬁlled vith
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5'. ternql 7omponents to esch other, lmks the school devel unit to the outslde

‘)—.
the orgam.iatlon*. « In this

vy

eenvz.ronment a.nd links it to upper' level un:.ts

1
: g

capacl ythe prmc:.pal is- constantly link.mg often: through ‘brief encountérs -

.:co’gponent to. component, school an? to d:.str:.ct un:.t .-and ‘the school to the

: ehﬁiromeﬁt; ‘This increases the ber e:nd type of contact‘act1v1t1es of e

prmc:.pals .and. shortens the length of each: contact.> No- doubt -there -are.. other oL

“ .
- S

reasons in, add:.t:.on £o thzs onc. g _ . . : I N

Whatever the reasons for‘ the brevity .of the tasks of zprlnc:.pals, this.

- &
K

»malges the work of principdls dg._ff:.cult.__Brleﬂ act1v;t1es~takg more

JONRECAN e
L A - .
i

energy than longer act:.glt:.es. Tlus 1s because assess:.ng the szt/uat;,on,i

~

\gatherlng 1nformatlon, and’ :mak:.pg dec:.s:.ons e.bout whs.t to. do, %lil take pigce

qu:.ckly, almost mste.ntaneously 1n short tasks. )

whenaday:.s,

been made a.nd wh:.ch informatlon nmst be processed or stored.

&

‘;upwards of. Zoo\tash.s. o Lo S T T

‘ _ . A - DU
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.ers. And, where poss:.ble, one“ could des:.gn trnning programs to prepare pr:.nc;pals

foz: rapld movement *from"one activity to another. . - -~ "
. ’ .

. ‘.... .

Va.rlety ,

*

Va.riety is also. & characteristic property of the. work of elemcntary " v
pr:.nc:.pals and other managers who e.re rel'e.tively closc ‘to- the technical core
’(Mlntzberg, 1977, Stowu-t 1967, Volcott 1973). Elementary pr:.ncipals do an: -
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N c enormous variety of tasks dur1ng a day's work. They superv1se and” eévaluate

N )

the qual;ty of 1nstructlon in- classrboms, talk with: textbook salesmen, exp1a1n

- ‘: to distraught“parents that thelr ch11d has a 1earn1ng d1sab111ty, listen to a :

f‘, © “teachey uhose husband i serlously 111, evaluate bu11d1ng_ma1ntenance and._. . It

7 3
! Y t’ '

custodial’work,rllsten %o a- ch11d ‘who is shar1ng her proudest work, and deal - . ;ﬁ

F

w1th central offnce adm1nlstrators regardlng bus1ng or d1sc1p11ne pollcy. S,

ey
5 4
*

. Var1ety characterlzes the wérk of e1ementary pr1nc1pals. . : %
Sy g. S S .
o The tasks of pr1nc1pals may ‘vary in a number of different vays. At the-

N PR

\,f

» - Lo <
- 'a'«-

3 present t'mg‘there is'no 1nventory or/yhese asks, ‘bbhgﬁqwno;gystemgtié;_ . © ]

I ,tudy,of princ1pals whlch documents adequately t

he. var1ety of tasks pr1nc1pals
R face« the1r work‘ Lort1egs study of prlncxpals at the F1nance and Product1v- ;?

_*Centeruof the Un1vers1ty of' Chzcago, and those of Peterson,(1978)

-,

- e
»

~ .

i Hlntzberg (1977) and'Saylés. (196#) 'provide .some: ‘gestlve vays of -categoriz= 5o

ST T e e o L T T T e,

gori to be several central -

ivaysathat the vork of theseuadm1n1strators var1es. ‘ B

-

§ ;j-ng the variety of tasks faced by prlnclpals. ‘There .

The type of person a pr1ncipa1 inﬁeracts ‘Wwith -i& one 1mportant source of ~

variatlon 1n their vork. Unllke many manager1al pos1tlons, the elementary . ° \f

"

princjﬁalvworks Ulth several -age cohorts. youngsters, young, adults, and / . C

-Amzddlenaged aoults. Problems -of: choos1ng approprlate language, defnrence, and. o

affect1v1ty for d1fferent age groups -are not minor- concerns for the e1ementary ,

v principal. néipals’also 1ntera%t Vlth 1nd1v1duals hav1ng var1ed speclallzed

>

tieszvhzch may :use - dlfferent tec"olog1es.

Bookkeeplng, personnel management,
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Many ‘of ?xe tasks of principals requir{e 1nterpersona1 relationships. These

WW
ok

(3

relati nships 1nherently produce affective responses with w‘ 1ch the pr1nc1pal

¥

. |
N, er, joy, ‘sadness;’ and anxiety in schools.y The tasks' of pr:mcipals at ohe

- o Ame -oF another may cover every poss:.ble /emotion. Though affective var:.at:.on

* may be fcharacteristic of ‘many- managerial positions there:may be & higher L
. k4

/ 1nc1denc'e of affectively laden tasks. and greéater emotional 1ntensity in

b i - S — ] 2 a
schools than in- other organizations. ST ' :

PO e sy

- The cognitive processes J.nvolved 1n tasks also vary. . Short-term memory, _’

. . rel
L]

problem solv:.ng, and higher level cognitive process,es ‘are required 1n vary-

ing: amounts to: complete different adm1nistrat1ve tasks. 'Princ:.pals need :a

»

. t& wide repertoire of cognitive skills. /

¢ . A
v f

Presently, we . do not. know how much the cognitive demands of ‘the principal's 5

(R, . T e e e e e . remn
N

L L tasks vary. One ‘would ) preaume they W Vlry more for school principals thén. N

for, ﬁsay(/,, architects or . accountants. This 1s in part ‘due: to the technology

of school management vhich is less specialized ‘than that of architecture or

i g s e

i

s

o - accounting.- “Due. to this, principals' tasks have a broad band of . cognitive ,

O . variability, while architectr and accountants have a .narrow band of variabil- ,

o . e

’ 1ty. 'The . greater the; vanability, the more- sk:.lls ‘one- needs to -accomplish. )
é: - ". , ’ wa Jset of tas . Lo . E - %i

.

! ‘. In M variety in. tasks produces problems for. practicing principals.

»}

£ '1 A They umst' interact \n.th a v:.de range of 1nd1viduals, accomplish tasks :.nvolv-

1ng a. number :of dif.erent skills, participate, 1n :mcidents w:.th enormrous
affective diversity, and work on. many activ:.ties with differing ccgnitive

LR .demands. Task variety :I.s more Xomp’ex if the pattern of variety is: less ) .*

1

' predictable. 'I‘his ;geems. to be- the case An the work oiI‘L principals. ) °"

PO i Uhen ték variety 18 not predictable. learning from. experience is difficult. ‘;

r] . - . LA . : L]
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el ’. " , »The princtipal w not Zace aputicnlar combination of tssk chs.racteristics
uore thsn a fev times. --Developing . reperto:.re of skille :.s difficult Ain this

-

. Hsrclr (1978) suggests ‘this: as one. \the problems fs.ced in learn- M
S ’ingtron‘eip’ez‘i'ence.‘-_ . Lo S

Hogels of menagerial s.ctiv;l.ties msqr ess:.st pr:.ncipels in making sense of .

PN
p]

tssl? vs.riebility. Such ‘hodels : might help princ:.psls les.rn from even the most ,

N8

. nnique conbinntion of tasks. D.J . Hethev's (19?5) tesk snslysis frsmevorE 1s

PR

t potentislly useful model of, tssk vsrisbility. A principal -who nnderstands ' : j"fj

35 =
=1
W\

NG oo

Py
» s
H

' _‘“ Hsthev's frsmevork might b“e\\ible to ans.lm the nnture of the tasks fs.ced on ) r
el A / 3. . /
the :]ob amt develop routines to desl \n.th broe.d classes of te.sks. These

/":/
routines could replace the need to cope \rith es.ch ta,sk ss though 1t were new

Y

¥
i

‘ . ; ' l )
> !l'he selection s.nd trs.:.ning of principa.'ls mght usefully take into consider- . A

Preapa e g eramarrrre i

} ‘ ' ation the demnnds cs.used by the ve.riety .of ts.sks principals fs.ce. I

ST A ,\or unique. )
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‘ L !'ragments.tion ST R el
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The vork of elements.ry school pfincipals is fragmented. That 1s to ‘say C

the s.ctivihes of principa.ls ar7 regularly interrupted by other_te.sks, problemsp

. AN

b“ ",."- S \
S or crises. Seldom does the< pr,incipal engage in one activity for oY ths.n B

fev linutes before a.nother tesk intprrupts ‘the- vork. For inetance, we couldd .., .

imsgine a scenario edch as thJ.B one. . . \

~
N

L4

I [P RO U \\ < e

e P AA princ:.pel returns to the office s.fter greeting the pupils
( - '.«n /'the door and:; begins vriting the veekly pa.rent newsletter,
'I'Zve ninutes :mto the work, the eecretary calls to say that )
) Hrs. Jv.:gens is ‘on_the. te'_lephone to: complain about ' the third ﬂ . i
K PR . jgrade science vorkbook. Uhile on the telephone, the nurse \ :

EICY rusheo 4 to ask the principal what to do about a child who .
B Ahss a deep cut in. his forehee.d == ghould she send him to the

B 'hospitll ot c;u éhe pa.rent vho_ is :—&octor? “These questions -
LUt ey e’ suered and the prinupu returns: to the -newsletter but . .

lmst lesve s.fter fi;e ninutes to. nttend the sdministrative S

,,,,,

. - IR P . £

6 : Y
N N <
. , . , .
h . e .
f - 4 * - - - . L




council neeting nt the central oqu:.ce. '.l‘h‘e nevsle.t’ter rendins,_ T
ST unf:.niahed.,. ' LN o RN '
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.. ~

R I IS Say

One nctivity,ip not completed before nnother 'tesk’ requlring imed:.ete..atten- ‘

PN

. -
e

‘“"‘“* tion"interrupta Zhe workf.l.ow / T " .. »\: . oo N

Ve Je g T N

: f,
' !he ttern gf/ r scene.r:.o ‘is not uncomon.. School admn:.strntora,

~

SN

v fnctou/ foremen, ‘and’ store nenngérs arew plpgued by fragmented vork achedules.

/

A M
L Beeearch on thie phenomenon (Ma;'tin 1980 .ﬁ:.ntzberg, 19'7?, Stewart 1967; €
. ’inlker nnd Guest. 1956' and the reeeacrch bexng completed nt the Un:.vers:.ty ‘
RS - ’

of Iliinois, Chlcago c:.rcle) eupport thi’e descript:.on.« 'l'hese studies ..a.ov

LY

o thnt .mnegere in d:.fferent organizat:i.onal sett:.n‘gs face.. constant and nn-

. ’
B e 3

Ty s predictabn.e :lnterrupt:.one An thelr worky o : T *

H N « o,
Y '.\"" .

'l'hough

L) - ! MRS
z

&

~know the "Work. of mnnngers is charecter:.zed b} fragmentation, )

e, e

: ;-,. ve heve l:tvttle enpirical data on the eource of. these internuptions, the ot

pattern ot occurrence, or the mpect of fragnentat:.on -on. the effect:.veness

e ® .;,,.

O, N 3
PO - . A
5

..__,_ -‘;w__m 'l'he eource of vork fragmentat:.cn Qerhaps lies dn, the. nntt@e -and coin-

.- . e+ et e e
Y ¢

DT v e e et
2

";plexity of the Tole and in\the locus of task 1nft.mt.1on. :H;ntzberg (1977) .
end Boqles (1964) conte“nd' ‘thet the mana,ger, ‘a8 an :.nterstit:.al position,, .
involvec coping with problems bf vorkflow, infomtion tre.n.emiae:.on &nnd . 4
decieion-making simulteneously. These problems: cense task interruptic{n. .-
j?i‘he greater the nunber ot smultnneouc problens the 5renter :.s the work

-

tuk init:.etion ie oute:.de the nenager'a control, there 'is; & greeter chance
of tnsk diecontinuity nnd fragmentntion of worL. ’

1
e 4 -
* . 1 s g e

Lol °f *m lnd—tho divem re,les mem.t, in th,exro:k .(;r.-ipbn and Hoeh, 197&;
""7 o iz R s . N ., « . .o
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of princ:.pale.( ; ‘,, L. . R . L a o

traghente’tion“(lﬁntzberg, 19?7, ‘Pe 209). In addition, vhen the ‘locus: of -




Hdr'ch, 1978). In one study (Peterson, 19?8) oyer- 40% of the t:.me of pr:.nc:.pals.

-4 -4

e+ v bt e 2

]

-~

4

|
R dzecontinuous and 1nterrupted act:.v:.t:.es.

L
.
1

) « '

L]

character:.st:.c produce“s problems for these admrnlstrators. Fzrst, it dis

v

d1ff1cult to carve out the longer per:.ods of time needed for reflect:.on,

planmng, and* other tme-:.ntens:.ve work.

.,

.

Second it is diff:.c‘:‘ult to assess

; was 1n1t:.ated bJ others. Bec&use of this,” the wor}e. of pr,lnclpals 1s prone to

i
: .\I.

., Uhatever the reasons for “fra.gmentat:.on :.n\the work of pr:.nc:.pals, thlsl

the eff:.c:.ency of ‘one's. t:.me use»w’hen act:.v:.t:.es are--broken \:Lnto smeﬁl p:.eces

and d:.spersed throughout the de;y or across wEe“ks Third, 1t i \d:.ff:.cult to

ey ,'{'Y’l}"'(":lbx'« St M;\z}»‘,‘ RS
. Y L N -

ttuks are fragmented. w.

-~

I “

i. - Prelently ve ‘do: not' have a p:.cture of the pa.ttern of" 1‘ntertuptions in

ot

14

: derstandmro? thc job'wheno*many

’l

—

t.h

are, more assert:.ve and demand mor'e of the princ:.pal's t:.me and attcnt:.ons,

o the work of prlncipa.ls. It nu.ght be that dxfferent parts of the day or year -

have a higher percenta.ge of mterrupt:.ons, that certain types of comﬁi’m.t:.es

g ﬁor that dxfferent types of student or. faculty tharacter;otlcs a.re assoc:.e.ted»

-
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w:.th ‘hore crises and thus greater fragmeatat:.on.

If we knew the patterns

of uork *fre.gmentat:.on, ‘we might prepa.re pr:.nc:.pals to dp,al \nth the spec:.i‘:.c

-

T
“types

=

LOf" fragmentat:.on they w:.ll\en&unter.

ot

‘ ,agmentat:.on is a property of’ ‘the work- of principals, To be a\competent

princ:.éoal, one umst be[la.ble to cope \n.th task fragmentat:.on. In selecging

—~

approprlate xercises developed.

function under

‘pa.ttern £ work

0 ~

.

‘ght be encouraged to seek other pos:.t:.ons.

*.and train:mg pr:.nclpals th..s property mgh‘g ‘be taken 1nto cons:.derat:.on and

In addition, :.nd:.v;duals who cannot

L

'agmented work patterns or who cannot 1earn to cope w:.th thls

-
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- Qrevxty,, Varlety, Fragmentatlon Combmed NEE oy, ‘ t
. Occupatms have different degreea and eomblnatlons of te.sk brevlty, .
.:: . LN t 1‘

f vanety, and fregmentatlon.. For example, a faat food-salesperson may have

~

extrlemely bneﬁ 1nteractions. but 11tt1e task va‘nety. A proaect mana,ger »

for- aelarge construcc:.on firm nay have lughly var:.ed taaks, but ones- VlﬁCh N~

_.

1an.Lve”stera1 houré of un:.nterrnpted work. An exeeut:.te secretary may ) - ‘

have a fragmented achedule in.th many mterrupt:.ons and truncated act:.v:.t:.es,
. Oy, - I,
but have lJ.ttle task var:.ety. "‘ ¢ e T, R T . '. " st
L RN : L

In contraet to these examplea, the xork ‘of. _pglnclpals comblnes all . '

-2

- 5 . 2 e o,

. - three' propert:.es. bxev:.ty, var:.ety, and fragmentat:.on. The comb:.nat‘ion of '+ .

-

th.ae propert:.es{ makes the job dxfflcult stressful, anc. hard to léarn, .

: = ‘{ Uhen taaks vary greatly and act1v1t1es are dmcontlnuous, 1t is: d;ffleult ' L

x...‘\ L

v to- develop a clear plcture of the work, to aee the- patterns of, acta.nty,

and to develop a,framework for underatandmg the\whole job.‘ & pr 1“’11"1 . 3
-n " ean: eas:.ly become over\'helmed by the pg,rts of taaks \thich -he- or \she cannot o .d

+ - AY

A . nake Bense ‘of, and .may thus f:.nd it dltflculf‘ to determine thea.r pa.rt:.cular .

o * T'

.. T . Vi ) :
e contnbutlon to achool ,functlonug ; Lo 7 . 1»;- Pte . .

He oan better underatanu the pro’blems produced .by the combinatmn of o -

] T

. breuty, vanety, ‘afid. fragmentatlon by starting ‘with- one of these propert:.es L8
L and em1n1ng hypothetlcally the increased eompl:.cation as the other two o :’"
. .. Afre added to. the jog. , L . L . . . .“' )

»

Tot us begin with a job that has many br:.ef' taaks An aesembly line

' workor haa auch = joh. llil joh requlrea repeating many hnef and ‘similar

N taaka “If. we add variety to the work, ve ha\vLa nore dlfflcult job. The /,,/
*worker nuet both vork quickly and ohange actﬁfties. v—ththataek brevit:y - o “

;blus var:.ety, the 9. i signiticantly.i nore. demdizrg. S ' REN
- - & v ~4q . 'f
Kow, ’vhen we: coubine breﬁ.ty and vari/ ty witn fragmentation, the ) .
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oo dlfficult:.vs of the job i rease geometrxcelly. When tasks e.re br:.ef h:.ghly
) 4
v&:.ed, and freqnently mterrupted the 1nd1v1dual must vork qu:.ckly V‘d use .

a. \nde reperto:.re of routines or ‘programs. At ‘the same tm& the persom
v , nust be able to qtop an act:.v:.ty in the mddle. and complete 1t later.

- ! The person in t!us s:.tuat:.on must be able “to vork qulckly, change .gears

»

‘ easily, and fm:.eh fmsks in bJ.ts and p:.eces throughout thg day. _ .
2 .

e 'l‘he add:.t:.on of each new- task character;st:.c mcreases the d:.ff:.culty

P - & iy

-,*; ) of the work of pr:.'ncxpals. The comb:.nat:.on of task brev:.ty, var:.ety, and

13

ty fragmentat:.on mkes 1t extremely problemotic for pr:.nc:Lpels to make aense

ISP . - b - . . ¢
™ ‘o : A

N et -of theJ.r ‘Worke ) . . . "‘x ‘»\. o ,
v . : \ s
. e “In‘order*to-bewffectnehschool level mana,geré must’ deal v:.th a vorkl:.fe
‘;’_.‘: R Y N A.( \ T e Ao ]
ST, \ ‘!:.lled tn.th a mxad of br1ef, var:.ed and fragmented \&actlvz.t:.es. They L T,
K : ‘. [N . : ' L

T, ~must have the energy to ‘keep" go:.ng end the ab:.l:.ty to learn from exper:.ence.

4

. - ';'I'hey uust make sense of the puzz1~ pleces 80 that they can mprove their _> .

’
o ! . y
' »

dailywork.- P \ B

., .

: R Ja.mes March (19‘?8) raises’ some mp;;f*a.nt problems of pr:.nclgls,lea.rmng
:5 r v . t -

T :ron on-tbe-job expere:.nce.v Four character:.stics f’echool dlstricts make

€

‘goa.le are ;unclear*and hard twmuge : meklng-‘self-aeeessment troublesome.. )
PR R e s .

S :lugh o.pd cq tact extens:.ve. Third, the technology both in the techn:.cal

,‘ \ .~

core' and. at ‘the unagerul'level 13 diffuoe land uncodif:.ed malung mtultion, .
f \ X
re.tber. tho.n knovledge about neens-ends chams, the primary method of decm:.on

.uf:ing F:.nelly, /be organ:.zat:.on is loosely-coupled, making the a.rt:.culat:.on .
L T

of goale and expectations between central;office o.nd the school pr blema”f::c. .'

) -:’ ' Vhile these four cha.racterist:.cs of school dlstricts make exper:.ential
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' learn:m,g dsz‘icult a.nd ma.kzng sense -of the role problematzc, such learn:.ng . St

N m not he a.s impossible -a8 Ha.rch suggests. Experzentzal learnng is. on. a

¢ -‘u‘; ¥
. R i - ) ) RN

cont:tnuum from 1mposszb1e to extremely ea,sy to ccomphsh. It seems reason-

‘ .

that the actlvztzes of princlpals, though complex, ogcur in. WA

b] 1e pattern» vh:n.ch when dzscovered snd understdodl, csn 1e§d . o

;t to more compe ent management of schools. Approprzate tra1n1ng nght be

Te

by L des:Lgned to aé 1st prznczpals 1;\31yzlng the characterist s and patterns

o ofthezrwork. ~:\ e f"-'

To th:s end; broad generallzatzons a.nd herozc

) .. Ny

{ ~a

' ’f‘videal:.zatzons of tﬁe job are: counterproductzve. (See Harch 1978). Instead,

‘_»

ve have examzned the ;more mundane propertles >of the .,ta.sks of pr:mczpals to

N '*"‘ e - /-

ga:m an understan\.:.ng wh:.ch mght g'uzde those vho select and tra:Ln prlnczpals. :
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In ‘brief,, the tasks of prmc‘i’pals a.re characterzzed by brev:Lty, var:.ety, .

and frqgmentatzon. Thes:t'hr\ee’ Prof

‘x”

:urther resea.rph 1nto the vork of prlnc:.pals and the deve P! ent of a frame- y(
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